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Abstract 
This study examined if organizational identification can account for the mechanisms by which two 
change management practices (communication and participation) influence employees’ intentions to 
support change.  The context was a sample of 82 hotel employees in the early stages of a re-brand.  
Identification with the new hotel fully mediated the relationship between communication and adaptive 
and proactive intentions to support change, as well as between participation and proactive intentions. 
Keywords:  communication, participation, identification, intentions 
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Predicting Employee Intentions to Support Organizational Change: 
An examination of Identification Processes During a Re-Brand 
 This study investigated the core change management practices of communication and 
participation and the extent to which such practices encourage employees to develop intentions to 
engage in cooperative behaviors that are supportive of organizational change.  The context for the 
research was a hotel undergoing a change in ownership that resulted in the re-branding of the hotel, a 
significant upheaval for an organization and its employees.  As noted by Cornelissen, Haslam, and 
Balmer (2007), organizational branding is important for conveying an external corporate image to 
outsiders (e.g., consumers) which includes both the visible outward presentation of the organization and 
the intrinsic characteristics (or traits) that define the organization.  Although branding is typically 
externally focused, it is important to note that insiders’ perceptions of the external evaluation of their 
organization (i.e., the construed external image) have been shown to predict employees’ organizational 
identification (e.g., Dukerich, Golden, & Shortell, 2002).  Thus, given that a re-brand raises issues 
surrounding the relinquishment of an old identity in favor of a new identity, we also examine the extent 
to which the pre and post re-brand organizational identification of employees explain why change 
management practices lead to change-supportive intentions. 
 The role of communication in organizational change is well-established (Armenakis & Harris, 
2002) with evidence to show that high-quality change communication is related to cognitions, such as 
uncertainty reduction (Bordia, Hobman, Jones, Gallois, & Callan, 2004) and enhanced self-efficacy to 
cope with change (Jimmieson, Terry, & Callan, 2004).  Information provision also has been shown to 
reduce anxiety about change (Miller & Monge, 1985) and post-change mental health (Martin, 1999), as 
well as increase acceptance and openness and commitment towards change (Lawson & Angle, 1998; 
Martin, 1999).  Furthermore, change communication has been demonstrated to shape employees’ 
intentions to support change (Jimmieson, Peach, &White, 2008).  In addition, participation in decision-
making during times of change, especially in tactical planning (Piderit, 2000), empowers employees and 
provides them with a sense of agency and control (Gagne, Koestner, & Zuckerman, 2000).  Employee 
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participation predicts acceptance of and adjustment to change (e.g., Amiot, Terry, Jimmieson, & 
Callan, 2006; Lines, 2004), including change-related intentions (Jimmieson et al., 2008). 
 In addition to employees’ intentions to support change, another indicator of change 
implementation success in the midst of a re-brand is the extent to which employees identify with the 
newly-branded organization (see Amiot et al., 2006; Gleibs, Mummendey, & Noack, 2008).  
Identification with one’s organization--as a construct linking the employee to his or her organizational 
group--represents an important basis for social identity (Hogg & Terry, 2000) and is defined as those 
characteristics of an organization collectively understood by its members to be central, distinctive, and 
enduring (Albert & Whetten, 1985).  In the transition phase of a re-brand, the organization is faced 
with the identity of the pre and post re-brands organizations co-existing.  As outlined by Pratt and 
Foreman (2000), multiple (and especially competing) identities deemed to be problematic can result in 
role stress for employees, leading to inconsistent action or inaction, as well as ambivalence that can 
have negative implications for strategic management.  As the presence of both pre and post re-brand 
identities are counter-productive, there is a need for leaders and managers to focus on reducing the 
salience of the pre re-brand identity and increasing a stronger sense of identity with the new 
organization. 
 One way to foster attachment with a new entity is through the use of change management 
practices that promote favorable and enduring images (see Dutton, Dukerich, & Harquail, 1994).  
Indeed, the literature on social identification in organizations has identified the importance of the socio-
emotional orientation of organizations for fostering identification during mergers and acquisitions (e.g., 
Gaertner, Bachman, Dovidio, & Banker, 2001; van Dick, Ullrich, & Tissington, 2006).  Socio-
emotional factors that help to strengthen post-change identification include fair organizational 
procedures which can be achieved through the provision of frequent, unambiguous, and forthright 
information about envisioned changes.  Thus, ways in which to project a new identity include 
communicating a shared and collective vision to employees, one that includes well-defined goals and 
steps for implementation.  van Dick et al. demonstrated that adequate communication practices 
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predicted post-merger identification for employees in two merging hospitals.  Bartels, Douwes, de Jong, 
and Pruyn (2006), in a pre merger study of policing employees, found that information satisfaction and 
participative decision-making were each positively correlated with expected organizational 
identification with the new organization.  Thus, change management practices may be powerful enough 
to weaken old and strengthen new organizational identities during times of change. 
 As discussed by Rousseau (1998), it is identification with the organization that is crucial for 
the success of change initiatives because it increases an employee’s acceptance of the change, and also 
energizes behavior that is directed towards change-related goals (van Dick, 2004).  In support of this 
notion, van Dick et al. (2006) showed that post-merger identification predicted a range of positive 
employee outcomes during a hospital merger, including job satisfaction and citizenship behaviors, as 
well as reduced turnover intentions.  Thus, in this study, it is anticipated that organizational 
identification will be predictive of employees’ readiness to support change, with identification with the 
old organization negatively related to intentions to support the re-brand and identification with the new 
organization positively related to such intentions. 
 In addition, we examine the extent to which identification functions as a mediator in the 
relationship between change management practices and change-supportive intentions, a proposal in line 
with the “social identity mediation hypothesis”, a central tenet of the Group Engagement Model (GEM) 
proposed by Tyler and Blader (2003) that was developed to explain cooperative behavior.  They argue 
that it is the development and maintenance of a favorable social identity that influences cooperation, 
especially discretionary behavior.  Individuals construct their sense of social identity from evaluations 
of the procedural fairness, or justice, experienced in their group because procedural fairness 
communicates identity-relevant information that satisfies the need for respect, as well as belonging and 
inclusion (see also De Cremer & Tyler, 2005).  Thus, identity evaluations are positioned as mediators 
of the positive relationship between procedural justice and cooperation.  Blader and Tyler (2009) 
demonstrated support for the “social identity mediation hypothesis” in the prediction of extra-role 
behavior.  Given that timely and accurate information about the change event and/or opportunities for 
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voice and participation in decision-making processes are considered to be key facets of procedural 
fairness during times of organizational change (e.g., Caldwell, Herold, & Fedor, 2004; Lipponen, 
Olkkonen, & Moilanen, 2004), a similar pattern of mediated relationships is anticipated among the 
change management practices of information and participation, organizational identification, and 
intentions to support change. 
 A summary of the proposed relationships among the focal variables is depicted in Figure 1.  In 
addition to the hypothesized positive main effects of communication and participation on the change-
supportive intentions of employees (Hypotheses 1a & 1b), it is suggested that this relationship is 
mediated by organizational identification.  Making a distinction between identification with the old and 
new organization, it is anticipated that communication and participation about the re-brand would 
simultaneously decrease employees’ sense of identification with the old organization (Hypotheses 2a & 
2b) and increase their identification with the new organization (Hypotheses 3a & 3b).  In addition, 
identification with the old organization is expected to be negatively related to intentions (Hypothesis 4), 
whereas identification with the new organization is expected to be positively related to intentions 
(Hypothesis 5).  Furthermore, the positive relationship between communication (6a) and participation 
(6b) and employees’ intentions to support the new ownership will be explained by decreased 
identification with the old organization (Hypotheses 6a & 6b) and increased identification with the new 
organization (Hypotheses 7a & 7b). 
Method 
Organizational Context 
 The change event was the re-brand of Hotel A to Hotel B.  Employees who were previously 
working for a small independent hotel were now working for a large international company that 
managed four different hotel co-brands with 1,500 hotels in over 65 countries.   In an investigation of 
the drivers of insiders’ and outsiders’ view of organizations, Lievens, Van Hoye, and Anseel (2007) 
distinguished between instrumental (objective, concrete, and tangible attributes of the job and 
organization) and symbolic (subjective, abstract, and intangible attributes that symbolize the “traits” of 
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an organization) factors.  The re-brand constituted changes to a number of instrumental factors, such as 
the appointment of a new senior management team, new mission and corporate values, changes to 
policies, procedures, and service standards, revized job descriptions, along with new cultural artefacts 
(new logos, décor, uniforms).  In regards to symbolic factors, the characteristic of prestige was 
relevant.  Even though the star rating for Hotels A and B was objectively the same, it was revealed in 
focus group discussions that employees had an impression that the new hotel was lower in prestige, 
attributed to the fact that Hotel B was considered to be a mid-scale brand aimed at intra-regional and 
domestic travellers.  At the time of questionnaire administration, the re-brand had been in place for 2 
months and employees were being encouraged to adapt to the changes taking place.  This stage of the 
change implementation process is what Seo and Hill (2005) refer to as the “formal operational stage” of 
a merger/acquisition in which the organization has passed through the initial planning, formal 
announcement, and creation of the newly named organization. 
 Sample 
 One hundred and eighty-eight questionnaires were distributed to all employees via attachment 
to pay slips.  Eighty-two questionnaires were returned (44% response rate).  The sample comprised a 
similar proportion of male (55%) and female (44%) employees.  Average age was 34.92 years (SD = 
10.25).  Employees had an average tenure of 3.32 years (SD = 3.96).  Participants represented all 
departments, including Housekeeping (22%), Front Office (20%), Restaurant (18%), Kitchen (13%), 
Engineering (6%), Sales/Marketing (5%), Security (5%), Human Resources (4%), and Finance (1%). 
Measures 
 Intentions to support change.  The change management team of the organization identified 10 
cooperative behaviours that would be desired of employees during the formal operational stage of the 
re-brand (see Table 1).  Employees indicated the extent to which they intended to carry out each of 
these change-supportive behaviors during the next 2 months, ranging from 1 (extremely unlikely) to 7 
(extremely likely).  An exploratory factor analysis using principal axis factoring and oblimin rotation 
established two factors, accounting for 64% of variance (Table 1).  Six items loaded on the first factor, 
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reflecting Griffin, Neal, and Parker’s (2007) concept of organizational role adaptivity which is the 
extent to which employees respond to and support changes that affect their roles as organizational 
members, such as acquiring information or learning skills that help one adjust to overall changes in the 
organization.  Four items loaded on the second factor and represented the notion of organizational role 
proactivity (Griffin et al. 2007) which captures self-starting behaviors, such as promoting change and 
idea generation. 
 Communication.  Based on Jimmieson et al. (2008), communication perceptions were 
measured with three items assessing the extent to which employees felt they had been provided with 
timely and accurate information about the reasons and implications for the re-brand, ranging from 1 
(not at all) to 5 (a great deal). 
 Participation.  Based on Jimmieson et al. (2008), three items measured the extent of employee 
involvement in decision-making processes relating to the re-brand, ranging from 1 (not at all) to 5 (a 
great deal). 
 Organizational identification.  Adapted from Brown, Condor, Mathews, Wade, and Williams 
(1986), identification with old hotel (e.g., “I am a person who considered being a part of Hotel A 
important.”) and the new hotel (e.g., “I am a person who considers being a part of Hotel B important.”) 
were assessed with four items each, ranging from 1 (strongly disagree) to 7 (strongly agree). 
Results 
Preliminary Analyses 
 Means, standard deviations, intercorrelations, and Cronbach (1951) alpha coefficients are 
reported in Table 2.  At the time of questionnaire administration, levels of organizational identification 
with the old hotel, M = 5.01, SD = 1.41, were lower than those with the new hotel, M = 5.44, SD = 
1.25, a difference that was significant, t(79) = -2.07, p = .042. 
 Common method variance (CMV) was assessed using the marker variable method which 
employs a measure that is theoretically unrelated to at least one other variable to adjust the correlations 
among the substantive variables (Lindell & Whitney, 2001).  An item designed to assess the extent to 
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which employees were motivated to comply with friends working in the hotel was included in the 
questionnaire, ranging from 1 (not at all) to 7 (very much).  This item was unrelated to several of the 
focal variables.  The smallest of the correlations between the marker variable and the substantive 
(measured) variables was used as the estimate of CMV; in this case, the correlation with participation 
(rs = .00).  CMV-adjusted correlations were calculated for the 8 significant correlations (out of 15) and 
tested for significance, all of which remained significant. 
Bootstrapping Analyses 
 The main and mediating relationships were tested by the bootstrapping method.  This procedure 
is recommended for testing indirect effects, especially with small sample sizes because it has no 
assumptions regarding underlying sampling distributions (Shrout & Bolger, 2002).  We used the SPSS 
version of the macro for estimating and comparing indirect effects in multiple mediator models 
(Preacher & Hayes, 2007), allowing us to determine the unique effect of each mediator while 
controlling for the other mediator.  With the exception of age (8.5%), missing data were less than 5% 
across gender and the measured items, and Little’s (1988) chi-square test revealed that the data were 
missing completely at random, χ²(df = 88) = 87.44, p = .497.  Thus, listwise deletion of cases was 
considered appropriate, leaving a sample size of 72 for the bootstrapping analyses. 
 Using 5,000 bootstrap re-samples, and controlling for gender and age, communication was 
significantly related to adaptive intentions, B = .30, SE = .14, t = 2.24, p = .029, and proactive 
intentions, B = .30, SE = .15, t = 1.98, p = .052, supporting Hypothesis 1a.  There was partial support 
for Hypothesis 1b.  Employees’ participation perceptions were significantly related to their intentions to 
be proactive about the re-brand, B = .24, SE = .12, t = 2.02, p = .047, but not adaptive intentions, B = 
.07, SE = .11, t = 0.60, p = .549. 
 Neither of the change management practices exerted a significant negative main effect on 
identification with the old hotel (Hypotheses 2a & 2b), nor did identification with the old hotel predict 
intentions (Hypothesis 4).  Given that the preconditions for mediation were not met, analyses to test 
Hypotheses 6a and 6b were not continued.  However, there was evidence to suggest that 
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communication, B = .80, SE = .13, t = 6.30, p = .000, and participation, B = .39, SE = .12, t = 3.36, p 
= .001, fostered a sense of identification with the new hotel (Hypotheses 3a & 3b).  In addition, Hotel B 
identification predicted adaptive, B = .50, SE = .10, t = 5.05, p = .000, and proactive, B = .50, SE = 
.11, t = 4.54, p = .000, intentions (Hypothesis 5). 
 In support of Hypothesis 7a, the positive main effect of communication on adaptive intentions, 
B = .39, SE = .16, BCa 95% CI = .161, .857, and proactive intentions, B = .46, SE = .16, BCa 95% CI 
= .239, .911, was mediated through increased Hotel B identification.  The model provided a good fit to 
the data for adaptive, R2 = .32, F(5, 66) = 6.18, p = .000, and proactive, R2 = .30, F(5, 66) = 5.76, p = 
.000, intentions.  Pairwise contrasts confirmed that the indirect effects of Hotel B identification were 
significantly larger in magnitude to the indirect effect of Hotel A identification on adaptive intentions, 
BCa 95% CI = -.856, -.173, and proactive intentions, BCa 95% CI = -.927, -.260.  In addition, the 
positive main effect of participation on proactive intentions, B = .20, SE = .09, BCa 95% CI = .071, 
.444, was mediated through Hotel B identification (Hypothesis 7b).  This model provided a good fit to 
the data, R2 = .30, F(5, 66) = 5.58, p = .000, and a pairwise contrast confirmed that the indirect effect 
was significantly larger than the indirect pathway involving Hotel A identification, BCa 95% CI = -
.446, -.046. 
Discussion 
 This study demonstrated that employees who felt that they had received information about the 
re-brand reported stronger intentions to engage in change-supportive behaviors involving adaptive (e.g., 
self-informative) activities, as well as more proactive activities associated with the re-brand 
(Hypothesis 1a).  Although participation did not emerge as a significant predictor of adaptive 
intentions, employees who reported receiving opportunities to be involved in decisions related to the re-
branding process intended to engage in proactive change-supportive behaviors (Hypothesis 1b).  It is 
suggested that participation, in the form of active involvement and interaction with others, is necessary 
to generate enthusiasm for proactive behaviors, such as sharing information about the re-brand with 
their supervisor, fellow colleagues, and customers.  In contrast, accurate and timely information was 
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sufficient for fostering a willingness to engage in activities that personally prepared oneself for the re-
brand, a form of adaptive behavior.  Overall, these findings are consistent with research demonstrating 
that change management practices, such as these, are predictive of positive responses among employees 
undergoing change (e.g., Amiot et al., 2006; Jimmieson et al., 2008; Jimmieson et al., 2004). 
 There was no support for Hypotheses 2a and 2b in that communication and participation were 
unrelated to identification with Hotel A which is likely to be due to the fact that these practices were not 
designed to focus employees’ attention on the old hotel, nor did Hotel A identification predict intentions 
(Hypothesis 4).  More important to the success of the transition, however, both communication and 
participation were positively associated with Hotel B identification (Hypotheses 3a & 3b), consistent 
with studies demonstrating the importance of fair and just change management practices for achieving 
identity shift during mergers (e.g., Lipponen et al., 2004).  Communication and participation helped 
employees to identify with the new ownership, suggesting that, in the context of a re-brand, managers 
and change agents should focus on strategies aimed at moving employees towards the desired future 
state.  In addition, Hotel B identification predicted both types of intentions (Hypothesis 5). 
 It also was suggested that organizational identification may assist in understanding why 
communication and participation practices lead to positive employee reactions during a re-brand.  
While there was no support for Hypothesis 6, in regards to identification with the old hotel, there was 
support for the mediating role of identification with the new hotel.  It was found that post re-brand 
identification fully mediated the relationship between communication and both sets of intentions 
(Hypothesis 7a), as well as between participation and proactive intentions (Hypothesis 7b).  These 
findings lend support to the idea that timely and accurate information and opportunities for voice and 
participation in decision-making processes are identity-building processes for employees that, in turn, 
help them to develop change-supportive intentions.  Tyler and Blader (2003) argue that it is procedural 
fairness (quality of decision-making and interpersonal treatment) that helps individuals to construct 
their social identity so that they feel ready to engage psychologically and behaviorally with the group 
(see also De Cremer & Tyler, 2005).  Thus, during a re-brand, communication and participation 
 Running head:  INTENTIONS TO SUPPORT CHANGE     12 
 
practices not only help to strengthen intentions to support the transition but help to achieve this through 
the creation of a new organizational identification, one that is needed for employees to be willing to 
work for the new company, an indicator of re-brand success. 
 Several methodological limitations should be considered.  First, one reason why identification 
with the old hotel did not emerge as a variable of importance might be due to the fact that our measure 
asked employees to consider past identification with the old hotel rather than present attitudes towards 
the old hotel.  Second, to overcome the reliance on self-report measures from a single source at a single 
point in time, future research should establish temporal relationships among the variables.  It is 
plausible that employees who have strong intentions to support the change may then go on to develop a 
stronger sense of identification with the newly re-branded hotel.  Thus, longitudinal research would 
allow researchers to delineate the sequelae of such effects.  Third, to overcome the reliance on self-
report measures from a single source, future studies also should predict both intentions and subsequent 
behaviors of employees with objective assessments.  Nevertheless, the robustness of the intention-
behavior relationship has been demonstrated in previous research (Armitage & Conner, 2001). 
 Overall, this study contributes to our understanding of the relationship between change 
management practices and both adaptive and proactive intentions to behaviorally support change.  
Since change management practices are recognized as bearing an integral influence on organizational 
change success rates, it is recommend that the mediating mechanisms through which specific techniques 
exert their effects on change-supportive behavior is a worthwhile avenue for future research.  For 
companies undergoing a re-brand, interventions should be designed to foster organizational 
identification with the new entity in efforts to foster support for change among employees. 
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Table 1 
Item Factor Loadings for the Intentions Scales (n = 81) 
 
Item Factor 
 1 2 
Adaptive Intentions 
1.  I will attend information sessions about new policies. 
2.  I will read notices about the re-brand. 
3.  I will read the monthly “in the loop” newsletter. 
4.  I will read my new job description. 
5.  I will read the new staff handbook. 
6.  I will attend training sessions about new work practices. 
 
.95 
.91 
.84 
.72 
.60 
.57 
 
Proactive Intentions 
1.  I will inform customers about the new hotel and its services. 
2.  I will inform my family and friends about the new hotel and its services. 
3.  I will take part in the knowledge quiz. 
4.  I will provide feedback to my supervisor about work practices that require improvement. 
  
.81 
.75 
.55 
.50 
Note.  Extraction method was principal axis factoring with orthogonal rotation. 
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Table 2 
Descriptive Data (Means and Standard Deviations) and Correlations Among the Variables (n for correlations ranges from 73 to 81) 
 
Variables M SD 1 2 3 4 5 6 7 8 
1.  Gender 1.44 0.50 -        
2.  Age 34.92 10.25 -.11 -       
3.  Communication 3.39 1.02 .13 .33** (.91)      
4.  Participation 2.33 1.16 .20 -.04 .26* (.92)     
5.  Hotel A identification 4.98 1.42 -.17 .38** .06 .01 (.94)    
6.  Hotel B identification 5.44 1.25 .23* .28* .55** .37** .03 (.93)   
7.  Intentions (adaptive) 5.96 1.18 .15 .26* .40** .05 .21 .54** (.93)  
8.  Intentions (proactive) 5.70 1.18 .15 .02 .20 .25* .10 .53** .69** (.81) 
Note.  Cronbach’s (1951) alpha coefficients for the multi-item variables are in parentheses along the main diagonal. 
*p < .05.  **p < .01.
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Figure Caption 
 
Figure 1.  Proposed relationships among the focal variables. 
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